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CENTRAL INTELLIGENCE AGENCY

WASHINGTON, D. C. 20505

PUBLIC AFFAIRS
.Phone: (703) 351.7676

7 February 1985

Mr. William German
Executive Editor

SAN FRANCISCO CHRONICLE
907 Mission Street

San Francisco, CA 94103

Dear Bill:

My attention has been invited to the 30 January 1985 "briefing" section
ot the CHRONICLE entitled "What's Wrong with U.S. Intelligence Agencies?"

Had the CHRONICLE taken the time to determine if CIA was responding to
the two critical articles the section contained, it would have received the
attached items.. One is my response to Allen Goodman's article, which will
appear in the next issue of FOREIGN POLICY. The other is Director Casey's
response to John Horton which appeared in the Washington POST on 31 January
1985.

I hope that you will give these two Agency rebuttals the same
prominence in the CHRONICLE you gave to the misleading Goodman and Horton
articles themselves.

Sincerely,

, /

ST S SV
George Y. Lauder
Director, Public Affairs

Attachments
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CIA Responds to Charges

late, the reasons behind our specu-

8Y GEORGE V. LAUDER

ormally, the CIA does not
B respond to articles writ-
Ml ten about it. However,
because Allan Good-
man'’s arncle (“What'’s Wrong with
U.S. Intelligence Agencies,” Janu-
ary 30 Briefing) concerns an ‘area of
the agencys activities where we

_can speak’ pubhcly and because the |
| resisted.

,artlcle is s0 inaccurate, we believe
the record should be corrected

~ Goodman left the agency in
1980 and his information con-
cerning it is seriously outdated. A

point-by-point rebuttal of all of his

errors and recommendations would
take too much time and space. Thus,
T will only address the most egre-
gious of his inaccuracies:

B Goodman states that the intelli-
gence community does not study its
failures and that in the few in-

stances where post-mortems have.

been undertaken the results are not
widely disseminated or discussed.

Fact: In recent years, the direc-

tor of intelligence has assigned a .

senior group of distinguished offi-
cials the task of evaluating some 15
major historical intelligence prob-
lems and to evaluate retrospective-;
ly at one and two year intervals
virtually every estimate now pre-
pared.

The Directorate of Intelligence
also has its own evaluation staff.
These evaluations are widely;
shared with the concerned organi- i
zations. i

B Goodman asserts that analysts
learn to be wary of doing longer |
range or in-depth studies and that |
the task of writing estimates and
think pieces is to be avoided.”

"Fact: In. the last 3% years, a
substantial percentat'e of new ana-
Ivtical resources has been devoted
to strengthening long-term re.
search. In the last year alone, more

“than 700 long-term research assess-
ments were published.

SAN FRANCISCO CHRONICLE

20 February 1985

@ Goodman asserts that the intelli-
gence community has few analysts
posted abroad. ’

Fact: One of the benefits of
new resources in recent years has

“been a significant expansion of the |

number of analysts assigned over-
seas and, for the first time, there are
adequate funds for analysts to trav-
el and work overseas.

B Goodman states that attempts to
reach out to academics are strongly ;

Fact: The CIA has expanded
dramatically its contacts not only
with academicians but also_ with
think tanks and the private sec-
tor.... Analysts are required to ob-
tain outside training every two
years either through academic,
course work or through attendance

" at conferences and seminars. {

» Goodman §gges that analysts
should do more to distinguish be-
tween what they know and do not ‘

know, identify those Judgments1

based on specific evidence from |
those based -on speculation, and |

make projections about the future.

Faet: One of the principal ob-
jectives of new, far more intensive
substantive review of CIA analysis
is to ensure that our analysts are
putting before the policymaker not

_only a more explicit description of

their evidence but also are distin-

" guishing between what is analy sis

and what is based on evidence, as
well as our view of the reliability of
that evidence. And when we specu-

lauon are included.

B Goodman states that the blocking
of critical analyses unwelcome to
policymakers has been consistent in
recent years.

% Faet: The charges of the block-
ing of critical estimates because
they were critical of policy are
false; the agency continues to pub-
lish a wide range of estimates with-
out regard to the political conse-
quences for policies that may be
affected....we would simply note
that neither oversight committee of
the Congress, which — unlike Good-
man — has access to our assess-
ments has reached hxs conclusions.:

" In sum many of the pol:czes‘

Goodman advocates with respect to

“improving the Quality of analysis,

already have been implemented.

While we recognize there is al-

_ways room for improvement and

there are still occasional lapses,ithe
fact remains the policies are in

place. And just as Goodman predict- !

ed, these changes in analytical
methods and management have re-
duced the failure rate for American

» intelligence v s

George V Lavder is director of pub/:c
affairs for the CIA

Continved
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Casey’s Reply

“BY WILLIAM J. CASEY

n the January 30 Briefing un-
B4 der the heading, “When Pres-
o2 sure Forces a CIA Officer to

¥ Quit,” John Horton stated that
“he “quit the CIA” because pressure
was put on him to come up with an
estimate that would satisfy the d)-
" rector of central intelligence.

It \is not enurely clear what -
* Horton means by this. (Horton was -
' national'intelligence officer for Lat- -
~in Amenca when he res:gned last

year.) -

As natxonal intelligence esti-
mates are issued by the director and
are traditionally regarded as his es-
timates, it is hardly surprising that,
after hearing the views of all agen-

cies representing- the intelligence -

community, the director should
want to be satisfied that the esti- -
mate is accurate, and that-it fully -
conveys what the users -should
know, . 7~

_ If Horton means that he was
required to suppress or distort evi-
dence available to the intelligence

community, it is a‘ very serious

charge that needs to be addressed
on the record.

'I‘he {xrst obhgatlon of the di-
Tector of ‘central intelligence is to
‘produce intelligence estimates and
reports that are as accurate, com-
prehensive and objective as possible
and which appropriately reflect the
diverse and often conflicting views
of the various components of the
mtelhgence commumty

Improvmg the estxmat.hg pro-
cess was my primary concern when
I'assumed office in-1981. Procedures
were instituted to encourage a
broad range of views.

The chief of every component
of the American intelligence com-
munity is responsible for putting
forward at meetings of the National
Foreign Intelligence Board the in-
formation and judgments devel-
oped in his organization. These pro-
cedures were carefully followed in

. the National Intelligence Estimate

“on” México) addressed in Horton’s
amcle Z

““Concern over developments

“had led to the initiation of a new
-estintate of the prospects for senous.

“instability in a particular country.
This issue was controversial within
the intelligence community.

There were disagreements be-
tween the drafting analysts and
Horton over deletions made by the
latter, and ] insisted that at least
some of the information and chal-
lenges to conventional wisdom pres-

ent in the analyst’s original draft be’

restored to the estimate so that the
range of views existing in the intel-

‘Tigence community would be avail-

able to policy-makers.
"The full range of the judg-
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ments-that came out of the protess |

were clearly and prominently stat-

ed on the first page of the estimate.

Finally, the House Committee

on Intelligence reviewed this mat-

ter and stated in its annual report
issued last month that: “the com-
‘mittee examined the earlier drafts
and the final version of that particu-
lar National Intelligence Estimate
~and found that dissenting views
were printed at the very beginning
of the study, a practice the commit-
tee applauds "

Williom J. Casey is director of the '

Central Intelligence A gency
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'How to Improve U.S. Intelligence

i’fwmhul I D

Ties "were set for poMucal tnteitt
gence in 40 onuntries w howe stahil
ity was judged dir~~tv 10 aflect ma-
jor American ir N

The group . aended more
tesources to hire expert palitical an-
alyss — pot coliectors — and de-

- creed greater coordination in the

®ilection of political intelligence
between the gn Setvice and
the m&eut;ep(: gymmun!ty;

" The only tangible tesult
achleved by the group, however,
was a substantial expansion of re
porting requirements that fell
largely on clandestine collectors be-
cause the Foreign Service was not
given thé safl resources to re
spond.

. .During his 1880 presidential
CgUrpaign Reagan pledged to make
i ved intelligence one of his top

ties. Once elected, he appolnt.
eI0s campaign manager William
CRYSY a5 director of central intell}-
fonee.

ofitics and the CIA

*  Casey moved decisively and
rapidly to bring in his own team to
reorganize the analytic part of the
CIA along geographic lines, to paral-
lel the organization of the opers-
tions directorate, and to substantial.
ty increase the National Foreign In-
telligence Program budget.

According to a Jan. 16, 1883,
New York Ttmes Magazine report
by Philip Taubman, the ClA is the
fasiest-growing major federal agen-
¢y. its 25 percent budget increase in
fiscal year 1988 exceoded even the
Pentagon budget's 18 percent
growth that year.

Although the inteiligence bud-
get's size is classified, Taubman
qQuotes congressionai sources as peg-
ging the cost of annual CIA opera-

thons at more than $1.5 billion.

In his exhaustive 1983 study,
“The Purzle Palace” Jamet Bam-
ford reports that estimates of the

supersecret  Natjonal Securlqor
cy's budget run “as high as $1
Billion.”

.« et little improvement is ap-

t with respect to the accuracy
of- the intelligence community's
product.

Charges of intelligence fallures
ve surfaced over estimates of the
viet military bufidup, the accura-

¥ of arms<control monitoring, the
‘ireat against the U.S. Embassy and
e Marine barracks in Beirut, the
ability of the Lebanese army, the
iture and extent of the Cuban
‘esence in Grenada, and the likely
itcome of elections in Ei Salvador,
well as that country's domestic
slities in general.

Another major congressional
w public concern has been the
Miticization of the position of the

e L v

Aress bla

CIA Director William Casey

CIA director in the Reagan admints-
tration.

The appointment of Casey and
his elevation 10 cabinet status have
put the intelligence community
deeply inte the policymaking arena.

In the atmosphere of & National
Security Council meeting, the cabl-
net room, and the Oval Office jtself,
the central intelligence director can
be tempted, if not basically tn-
clined, 10 take sides and to express a
policy preference.

Yet the temptation is an im.
portant one 10 resist, sspecially for
the president's make. As the
dent's principal adviser, only the
ClA director can ptevide the securt
ty council with assessments inde-
pendent of policy preferences.

Report on Lebanen

The trend today at the CIA and
elsewhere in the intelligence com-

munity is to tailor the product to
the needs and huances of policy de-
bate,

As one senior intelligence of-
ficer said in an interview, “Casey
comes back here from the White
House looking for reports to but.
He does not a0k us
fot 4 review of an isshe of & situs-
tion. He wants materisl hé can use
to persuade his colledgues, justify
controversial policy, or expand the
agency involvement in covert ac
tion.”

A case in point is Lebanon. Ca-
$¢y repeatedly returned drafts of
one Natjonal Intelligence Estimate
for revision with the notation “try
again.”

Many analysts think Casey was
dissatisfied with the National Intel-
ligence Estimate’s conclusion that
the government of Lebanese Presi-

~

dent Amin Gemayel, and especially
fts army, were not viable and that
they would not be significantly
strengthened by & US. Marine pres-
ence.

Charges that reports have been
altersd have aiso surfaced in con-
hection with the C1A's work on Cen-
tral and South America. Two senior
analysts resigned recently ciaiming
that Casey ordered their findings 1o
be rewritten to inflate the threat to
US. security.

Senate Minority Leader Robert
Byrd, D-W.Va,, has asked the Senate
Select Committes on Intelligence to
conduct & thorough evaluation of
their allegations. “If asccurate,”.

Byrd said in & letter to the commh.” Prove

tee's vice chairman, “these reports
indicate there has been a shocking
misuse of the ClA for political pur-
poses.”

In addition, the Senate select .
cornmiltee has repeatedi
pressed “concern” about whethers

would keep the committee®
“fully and currently informed of all .
intelligence activities.”

These anxieties  proved

well-founded when it was revealed .-

by the New York Times that the CIA-
mine the harbors of Ni

without adequately briefing the Zgnuch depth as required. These two

ocdmmittee.

o ég:m should
Unfortunately, some of thase'y 7oA and other in

problems ate not new. Policy-mak.
‘ers constantly seek intelligence to

support their policies and frequent- z
ly encourage the CIA director 15 -
provide it. And intelligence officlals °
have aiways tried to el congressio- *

nal oversight committees as littie gs & 00 7 the Control inteigence Agency

possible, especially regarding eo-
vert operations.

One lundamental problem fs & Schoo! of Forwipn Service of Georpe-
that the current reporting Wzm{ fown University.

h

{

_2dor research and analysis where,
had launched & covert action 10 zagain, the best talent can be de-

from sharing information. Conse
Suently, when callectors or anatysis
in our part of 1he community find
AW data that challenge  onn
veritional wwanm, their first )
Minct & 10 squirrel them away.

What ks Ncedod

The immediate need s for an |

Overhaul of the analytic car~er ser-
vice and production process that
will correct patierrs of thinking

- and of management that have con-
tributed 16 past intelligence fafl-
ures.

A central, community-wide for-
eign-intelligence data base should

be created (0 assure that an analyst

working on a specific prodiem
would have access 10 all the infor-
mation collected. :

Analysts also should be pro-

vided with incentives to do more |

reflective writing and research.
Work and travel abroad should be
facilitated and a thorough, sub-

santive review procedure for all
products and publications should be
developed. These steps would great-
ly improve the accuracy and quality
of the intelligence product.

Analysts must also pay more

attention to distinguishing between

' what they know and do not know, to

+ Mentifying judgments based on spe-

icific evidence vi. those based on

+8peculation, and to making projec
:tions about the future.

Reorganizing the way US. in.
-telligence tervices collect, analyze
and disseminate the knowledge es-
sentlal for national decision-making
should be a high priority. ’

In particuiar, a return 1o the ;
concept of central intelligence col- |
lection and analysis would help im- .
the performance of both
tasks. Such centralization, along
with the separation of collectors:
from analysts, would break down
agency-erected barriers to the bad-
ly needed sharing of all informa-
tion.

Thus the United States should
establish a central collection agen-
.cy, able to command and mix hu-

-3

»man and technical inte [ 3

lectors 10 use each most effectively.

Also needed is a central agency

to work on a problem in as

the ClA,
organi-
‘gations.

Copyright 1984 Covmogls ndowmont
Excerpted from the Winter issve of For

eign Polkicy magazine. Allon E. Good-
mon served in severc! senvor 110 posi-

from 1975 to 1980, inchvding pres-
- dentiol briefing coordinator of centrol
intelfigence. He s ossociote deon of the
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